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-Introduce self (Diana from Research and Evaluation office at CNCS)

-1 know this may be an anxiety-inducingtopicbutdon’t worry! | know thereis tension
around evaluation and what it costs, but my goal is to try to give you as much helpful
informationinthis sessionas | can.

-Lots of different people inthe room — grantees with different experiences with
AmeriCorps, differentrolesinyourorganization, etc. Nonetheless, this material is
relevanttoeveryone.

-Evenifyou are just getting started, if this is your first AmeriCorps grant, now is the
time to start thinking about evaluation soyou can investin data collection systems that
can be used for both Performance Measurementand Evaluation. Evenif you are a new
grantee thinkingthat you don’t have to worry about this for three years, now is actually
the besttime to be thinking strategically about these topics.

-My plan is to get through the material, with a couple of quick pauses, and then I’ll be
sure to leave time at the end for questions. | will covera lot of the most common
guestionsthroughoutthe presentationand|’m also goingto discuss some cost-cutting
tips toward the end of the presentation, so know that that is coming.

CNCS Template 2013



Learning objectives

By the end of this presentation, you will be able to:

Understand why budgeting for evaluation is a strategic
investment

Recognize how evaluation costs vary by type of
evaluation

Explain the key components of an evaluation budget

ldentify approaches for creating an evaluation budget

AmeriCorps

For this presentation, we have identified anumberof learning objectives.

By the end of this presentation, you will be able to:

Understand whyinvestingin evaluationis a strategicinvestment
Recognize how evaluation costs vary by type of evaluation
Explain the key components of an evaluation budget

And identify approachesforcreating an evaluation budget




Emerging trends

= Rule ofthumb (5%, 10%) of overall budget for evaluation is
proving too simplistic

= Administrative data is emerging as a viable source for low-
cost RCTs (and some QEDs)

« Tiered evidence initiatives (SIF, i3, WIF, etc_) are expanding
the number of high-guality evaluations, leading to more
available budget data

» Continuum from performance measurement to evaluation
links and overlapping data collection

WONS
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This presentationisinformed by emergingtrends in evaluation, many of which have
important implications forevaluation costsand budgeting.

-First, the traditional “rule of thumb” guidance to devote a set percentage of a
program’s budgetto evaluationis provingto be too simplistic. Evaluation costs vary
widely, aswe will explain later.

-Second, evaluations that compare outcomes for a randomly assigned control group
against outcomes for program beneficiaries, known as randomized control trials or
RCTs, and those that use compare outcomes for a statistically matched comparison
group against outcomes for beneficiaries, known as quasi-experimental designs or
QEDs, tend to have higher costs than othertypes of evaluationsthatdo not use a
control or comparison group.

-To this point, however, betterdata collection and data infrastructure is leading to more
useful administrative datasets that can be used to conduct low-cost RCTs and
sometimesalso quasi-experimental design evaluations. Data collectionis often a large
cost driver forevaluations, so utilizing existing data sets has the potential to drive down
costs.

-Third, the tiered evidence grant programs, which emphasize rigorous evaluation
practices, such as the Social Innovation Fund here at CNCS, are rapidly expandingthe
number of high-quality evaluations, and these efforts are providingimportant data
about typical evaluation budgets.

-And finally, more organizations are embracing the ideathat there isa continuum from
performance measurementand managementto program evaluation, and that often
data collected for one purpose can be used at least in part for another.



Challenges and payoff

+ Paying for evaluation can be a challenge
— Programs can't afford it

— Don't know how to find low-cost evaluation partners
— Funders won't always pay for it

*» CNCS acknowledges these challenges

— But we believe that evaluation should be viewed as an
investment and not simply a compliance requirement

» Consider evaluation to be a strategic investment

— If you can demonstrate that your program works, you will
be able to attract more funders, grow, and become more
sustainable.

AmeriCorps

There can be many challengesto budgetingforan evaluation. Paying foran evaluation
can be tricky because many programs feel that they can’t affordit, or don’t know how

to find resources through low cost evaluation partners. This is complicated by the fact

that funders won’t always pay the entire cost of program evaluations, especially those
giving restricted dollars. However, there are lower cost ways to conduct an evaluation,
and we will be presenting some of those ideas here.

CNCS acknowledgesthese budgeting challenges, but we believe that evaluation can
provide critical insightinto your program. We feel strongly that program evaluation
goes beyond meetingrequirements and providesimportantinformation for program
management, decision-making, and improvement. We view evaluation as an smart
strategicinvestmentinimprovingyour program, and ultimately, as a steppingstone to
serving more beneficiaries more effectively.

We encourage you to view evaluation as a strategicinvestmentin future growth: if you
can demonstrate to funders and donors that your program works, you become more
competitive fortheirlimited financial resources.
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Investing in evaluation does pay dividends &=

Spending money on evaluation is not a tradeoff

Learning for program improvement, so you can:
— Serve more people better
— Serve more people better, at lower cost

Increasing your evidence base aftracts funders. ..
_..which allows you to serve more people

Demonstrating impact is a differentiator in an
environment of scare resources

— Policymakers and funders are reluctant to spend scarce
resources on programs without evidence
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-Spending money on evaluationis not a tradeoff. We would encourage you not to think
of the money you spend on evaluation as money that you could have otherwise spent
helping people. You should think about it as money spentso that you can maximize
how you help people.

-Sustained program evaluation will produce critical information needed for program
learning and managementdecision-making. Spending moneyto gain thisinformationis
a necessary financial investmentin working smarter.

-Investingin evaluation demonstrates to current — and potential - funders that your
program is committed to efficiency and effectiveness. To secure scarce resources, and
thus serve more beneficiaries, itisimportant to consistently demonstrate to
stakeholders that your organizationis continually building evidence and usingit to
refine your program.

-Furthermore, including evaluation as part of your organization’sformal budget
demonstrates that evidence and informed decision-makingis an organizational priority
and part of your operating culture; this can speak volumesto potential donors and
large funders.

-Remember, the ability to demonstrate impact is a differentiatorin an environment of
scarce resources; from a funder’s perspective, why would you wantto spend scarce
resourceson thingsthat aren’t working?

-How can you focus your program activities so that you are gettingthe most result with
the resourcesyou have?



Build a long-term research agenda

+ What does a long-term research agenda look
like?
— What do we want to have learned 5 years from now?
10 years from now?

— Work backwards: define your destination, then name
the supporting steps that will get you there

— Each evaluation should build on what you learned
previously

— If you invest evaluation money strategically, scarce
resources can have a big impact

NATIONALSY
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As you beginto plan your evaluation, step back and put your evaluationin the context
of a longterm research agenda. Remember, you don’t have to evaluate yourwhole
program at once, and you can “chunk out” a biggerevaluationintosmallercomponents
to maximize the resources you have on hand. Ask program staff and various
stakeholders “whatdoes a long-term research agendalook like for this organization?”.
Figuring out what you want to know 5 or 10 years in the future will help you spend
evaluation money more strategically by laying out studies that build upon one another,
and will allow you to create complementary resources that can be deployed multiple
times.

You can do this by working backwards from an end goal. If you ultimately wantto
achieve a strong level of evidence foryour program by implementingarandomized
control trial (RCT) or a quasi-experimental design (QED), what supporting steps do you
needto take to get there? Maybe you need to begin with descriptive studies and start
collectingroutine data. Then you might develop and administeran annual survey, field
a process evaluation, andinvestin building additional data collection instruments.
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Example of a long-term research agenda —

AmeriCorps program provides housing assistance for low-
income families

Goal: Demonstrate that the program has a positive impact on
beneficiaries via a randomized control trial {RCT]
— Step 1: Collect program data, routinely, onfamily background
characteristics and number of families served.
— Step 2: Collect pre/post outcome data each year wia annual survey.
— Step 3: Implementation study: 15 the program being implemented
with fidelity to the model?
— Step 4: In addition to data collected from Steps 1&2, collect lang-
term outcomes datavia follow-up survey (1 year post- program).
— Step b: Demandfor the program exceeds supply, soimplement
RCT by randomly assigning familiesto receive housing assistance.
Collect background data and survey data from all eligible families.

Cprpaisn
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-For example, consider the long-term research agenda for a hypothetical AmeriCorps program
that provides housing assistance for low-income communities. The program would eventually
like to demonstrate that it has a positive impact on beneficiaries by implementing a
randomized control trial evaluation.

-This is a very worthy goal, but the program would be wise to build up to this point by investing
in a number of earlier steps first. For example, the program might start by collecting data on
the families it serves on a regular basis. Then it might design an annual survey and collect pre
and post outcome data each year. Next could be an implementation study to assess if the
programis actually being implemented with fidelity to its logic model. Then, assuming the
program s being implemented well, it could start to collect longer-term outcome data from
families by designing and administering a follow-up survey. Finally, knowing that demand for
the program far exceeds the available resources, the program could implement a randomized
control trial (RCT) by randomly assigning families to receive housing assistance. All the
necessary data collection instruments have already been designed and tested in the earlier
years, and this data is already being collected routinely from families served, so all the program
really needs to do is collect the same information from the families who are not receiving
housing assistance.

By incrementally fielding studies as part of a long-term research agenda, not only has the
program gradually built up its evidence base but it has put systems in place that made the final
more rigorous evaluation much less costly than it otherwise would have been.



Guidelines for budgeting

+ In general, evaluation budgets should be:

— Commensurate with stakeholder expectations and
involverment

— Appropriate for the research design used and key
questions to be answered

— Adequate for ensuring quality and rigor

— In line with the level of program and organizational
resources available

COMMLUNMITY
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Let’sturn now to budgeting for evaluation. In general, evaluation budgets should:

» Reflectthe expectations of stakeholders, particularly in terms of scope, duration, and level
of rigor of the evaluation. Any requirements or mandated components as a condition of
funding are also important here. For example, CNCS granteesreceiving over $500k are
required to conduct an externalimpact evaluation covering at least one programyear. The
use of an external evaluator and the methods needed toimplement a comparison or control
group design, for example, both bring their own particular cost requirements. So you can
see that design requirements, scope of the evaluation, and who will be conducting the
evaluation will affect the final budget. The evaluation budget should also reflect any
stakeholder investment, be it financial or in another form such as time or technical
assistance.

* Evaluation budgetsshould also be appropriate for the research design used and the key
research questions you want to answer. Certain evaluation methods or techniques, like
primary data collection, simply cost more to execute than others. Relatedly, some key
research questions will require different levels of investment, depending on their scope and
the depth with which you want to answer them.

* Budgetsshould also be of sufficient size to ensure that your evaluation will be high quality
and rigorous. Underfunding may result in design choices that jeopardize the integrity of your
evaluation. It can also lead to last minute workarounds, shortcuts, and quick fixes taken in
the midst of your evaluation that canseriously impact the results produced.

* Finally, an evaluation budget should reflect the financial, human capital, and other resources
your program or organization has. For example, consider what kind of data collection
systems you currently have in place and what you can plan to build for the future.



Factors that influence budget estimates

* Program Factors

- Geography, number of sites, and characteristics of
target population
- Availability of resources

» Evaluation Design
- RCT vs. QED vs. Non-Experimental
- Level of evidence
- Need for evaluation capacity-building

+ Reporting, Dissemination and Use
- Using lessons learned for internal decision making
- External dissemination and communication
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-Broadly, there are three “buckets” of factorsthat influence evaluation budget estimates.

-First, Program Factors (for example, the number and geographic characteristics of program sites, the type of

population served, and challengesin collecting information on that population, and overall program and

organizational budget and resource availability, such as data collection systems)

-Second, the Evaluation Design

o The type of study design used for conducting the evaluation and the key questions the study
intends to answer. More sophisticated evaluation designs, such as randomized controltrials and
quasi-experimental designs that use controlor codrrll‘%arison groups, are ty pically more expensive,
and finding answers to some questions are more difficult and costly than others.

o The types of data collectionstrategies and data sources that are used and the level ofeffort
associated with implementing the data collectionapproaches. Typically surveys, for example, are
costly to develop, pilot test, and implement, parﬁcu]farly when the follow up period islong.

o The amount of time required to conduct data analysis and interpretation and the level oftechnical
expertise needed to do that. Analysis of data using sophisticated statistical methods will require
technical expertise which will increase the costotevaluation.

. Whether ornot evaluation capacity building is a component ofthe evaluation projectas that would

require its own dedicated resources and will increase evaluation costs. This means building the

Cap?lcity oflan organization to conductor manage an evaluation and then use the results

roductively.

E\Ihether or}xl10t the evaluation is conductedby external evaluator(s) orinternal staff orboth.

Engaging external consultants typically increases costs of conducting evaluations.

. The level ofengagementand expectations/requirements of stakeholders throughout the process and
especially upfront in the planning phase. Higher level ofengagementand requirements will mean
more time has to be dedicated to evaluation and that will make it more costly. Onthe other hand,
there are significant benefits when stakeholders are involved. Engagement of stakeholders can
facilitate development of a shared understanding about the program and evaluation, increase buy
in, and result in use ofevaluation findings in decision making.

-And third, Reporting, Dissemination and Use

o Amount oftime and resourcesneeded to document evaluation findings and prepare reports, briefs,
presentations, and other evaluation deliverables.
o Time and resourcesneededto discuss and reflect onevaluation findings by internal audiences and

stakeholders, and make sure findings are used for informing decisionmaking within the
organization as needed (internal utilization).

o Time, efforts, and resources required to implement (external) communications and dissemination
plans around the evaluation study and its results and sharing of lessons learned in the process.
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Example evaluation costs by design type =

Annual Evaluation Ev::::t:::\“ 0

Budget Budget Budaet Ratio
Avg Median Avg Median Avg Median
$1,718908 $1,350,000 $437,110 $327,251 25% 22%

$678,801  $402,008 $154005  $34135  15% 14%

$745,068  $324.888  $71,898 $54700 1T 13%

$1,008,174 $469,286 $153014  $65871  16% 11%

$559,137  $420000  $69,932 $40,700  16% 14%

§1,104.649 $593,309 $81471  19% 15%

NATIONALEY gy
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-We are often asked to provide information about the average costs of different evaluation
designs; however, there is not much publicly available information available about evaluation

costs. Here we provide information gathered from another federal competitive grant program.

While we acknowledge that this data may or may not be representative of all evaluation
budget data, we think it is helpful toshare as a starting point for a discussion about evaluation
costs for AmeriCorps programs.

-The important takeaway from this slide is that budgets do vary, and the ratio of evaluation
budget to overall program budget is higher than the old rules-of-thumb, even for simple pre-
post evaluations.

Non-Experimental (NE)

Avg. Program Budget: $828,655

Median Program Budget: $420,000

Avg. Evaluation Budget Per Year: $111,473
Median Evaluation Budget Per year: $40,700
Avg. Evaluation to Program Budget Ratio: 16%
Median Evaluationto Program Budget Ratio: 13%
N=16

Quasi-Experimental Design (QED) [N=32]

Avg. Program Budget: $820,343

Median Program Budget: $362,008

Avg. Evaluation Budget Per Year: $118,083
Median Evaluation Budget Per Year: $38,434
Avg. Evaluation to Program Budget Ratio: 16%
Median Evaluationto Program Budget Ratio: 13%
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Evaluation costs by level of evidence

Evaluation to
Program Budget
Ratio

Annual Program | Annual Evaluation
Budget

Median Avg Median

msammm.mmﬂ $580,037 $379.800  28% 24%

$992,775 $513,000 $135976 $77.943 17% 15%

§673,239 §326,896 $98123 $20.250  15% 14%

Dwerall
51.104.649 §593,309 $216.838 581471 19% 15%

AmeriCorps

e Looking at these same programs, this time organized by level of evidence, we can
see that as you increase the strength of the evaluation design, both average and
median evaluation budgetincreases. You can see that evaluations that would
produce a preliminary level of evidence (meaning non-experimental evaluations that
did not use a control group or a comparison group) had the lowest ratio of
evaluationto program budget (avg. of 15%), and evaluations producinga strong level
of evidence (randomized control trials with a randomly assigned control group) had
the highestratio of evaluation to program budget (avg. of 28%).

e These budgetsreflectthe research questions beingasked, the duration of data
collection, evaluation design and methods being used, and the scale and scope of
the evaluation effort.

11



Key themes in evaluation budgeting

Rule of thumb ratios lead to under-budgeting

Amount budgeted should be considered in its
own right

Costs increase with level of evidence

Costs vary based on the study design

. COMMLUNITY
AmeriCorps SERWVICLE swewm

WONS

-The key themes from this analysis of data, and from other recent evaluations, are the
following:

First, the existing rule of thumb ratios of 5%-10% of a program’s budget lead to
serious under budgeting of evaluations. The bare minimum % is somewhere
around 13% to 15% for non-experimental evaluations (evaluation designs without
a comparison group) and quasi-experimental designs. However, a more realistic
ratio would be closer to 20%. For randomized control trials with randomly
assigned treatment and control groups, the % would likely have to be above 25%.
However, the % of program budget is not the best way to allocate evaluation
funds. Evaluation costs should be considered in dollars as well as percentages.
For example, you can't conduct an evaluation thattargets a moderate level of
evidence (quasi-experimental design) for less than $75,000 per year, unless you
are getting some time or resources donated.

Third, given the current state of evaluation methods, it is not possible to conduct a
rigorous evaluation on a shoestring budget and in order to conduct a robust
evaluation that targets a high level of evidence you have to be willing to budget for
it accordingly. While costs do generally increase as you move toward higher
levels of evidence, we want to emphasize the point that costs vary based on the
study design.

Remember that you are investing in valuable evidence thatwill help you serve
your beneficiaries more efficiently and effectively. And as you develop a long term
research and evaluation agendafor your program, these costs will likely
decrease, as you will have data collection systems, instruments, and historical
data available to decrease costs.

12



Key themes (continued)

» All design types can potentially be expensive
- Multisite implementation studies

- Feasibility studies for generating stronger levels of
evidence

+ Most evaluation types can be done inexpensively
— Including some randomized control trials (RCTs)

* Determine what you want to learn from your
evaluation and build a budget that can answer those
research questions

AmeriCorps

It’s also important to keepin mind that any type of evaluation design can potentially
be expensive. Forexample, animplementation study, whichisa non-experimental
evaluation design, can become very expensive if you expand the scope to include
multiple sites, particularly those that are geographically dispersed. The same holds
for feasibility studies, which are often done before a program embarks upon a
rigorous impact evaluation.

Evenso, there are also ways to conduct most types of evaluationinexpensively,
includingrandomized control trials (RCTs). Building sustainable data collection
systems and instruments that you will use overand overagain means that you invest
once, upfront, and then can deploy these continuously into the future with just a
small maintenance cost. Continuous collection of relevantinformation, like the data
you collect for performance measures, can also significantly reduce evaluation costs.
Similarly, using existingadministrative datasets can dramatically lower costs.

The bottom line isthat you should determine what you want to learn from your
evaluationand build a budgetthat can answer those questions.

13



So where can | get the money?

+ Tap into local resources
— Local partners

— Universities, community colleges, Cooperative Extension
consultants

* When feasible, consider partnering with similar
programs for joint evaluation activities

+ Some foundations will fund evaluation

— Brady Education Foundation; Annie E. Casey Foundation
WT Grant Foundation

MATIONAL ST @
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There are a few options for finding financial resources foryour evaluation:

* You can tap into local resources, such as program partners or local collaborators that
might have a stake inthe informationyou’ll collectand the results your evaluation
would generate. You can approach these groups by articulating why the evaluation
results will be useful forthem: perhaps theirown program or cause would be
advanced by the questions your evaluationis asking, or maybe the data you
generate would helpthem in theirown evaluation efforts. Universities, local
consultants, or cooperative extensions may be able to pitch inas well, and many of
these groups are interestedinthe intellectual challenge of designing high-quality
evaluations.

* Joiningforces with other programs that have similarinterventions oroutcomes may
be mutually advantageousin providing sufficient financial resources and large
sample sizes necessary for more rigorous evaluations. Forexample, in 2013 the
PublicLands Service Coalition commissioned a quasi-experimental design evaluation
of 14 Conservation Corps programs with similar outcomes. The group was able to
leverage the large sample size provided by multiple programs to conduct their
evaluation.

* Some foundations will award grants or provide money to evaluate programs,
including the Brady Education Foundation for education programs, the Annie E.
Casey Foundation, and the WT Grant Foundation.

* Remember, evaluationisan allowable costat CNCS! We will discuss this in more
depthlaterinthe presentation.



Big picture budget discussion

« Evaluation is one piece of your overall budget

— What do you need to spend money on?
— Do you have a diverse, sustainable fundraising strategy?

Program Budget Sources of Funding

indhvidusl ghing  Fundraisers 1%
It % - .

Evaluation 21%

Corporaie
Riwing 5%

Trainisg &
Tirarwed 1%

Foundation
1%
Feaderal (OS]

Lrerg S
Alosance Peraonne &
Member Fringe J0%
Suppoit 44%

Supplies, Daher

AmeriCorps

-Before gettinginto the specificsof how to create an evaluation budget, we want to step back for a high-level view
of a program’s overall budget since evaluation is one piece of this budget.

-As you start to budget for an evaluation, you need to think first about your overall program budget. The pie chart
on the left shows all of the different costs that are part of operatingan AmeriCorps program. Evaluation is one piece
of the pie in this program budget.

-The pie chart on the right shows sources of funding for program costs. In this example, we seea program with a
diverse funding strategy that includes state & local, federaland private grants, corporate gifts, gifts from individuals,
and revenue from fundraisers. While we realize that not all programs have such a diverse array of funding sources,
cultivating this type of diversity is critical to building a sustainable, long-term funding strategy and willbecome even
more critical as programs seek out additional funds to offset increased spending on evaluation.

In thinking about how to allocate funding from these diverse sourcesto the cost items in the AmeriCorps budget, it
is useful to think about the difference between restricted and unrestricted funds. Inthe pie charton the right, itis
likely that stateand federal grants will be restricted funds, meaning there are strict guidelinesabout how funds can
be used. CNCS grants, for instance, require detailed program budgets that can only be amendedunder certain
circumstances. Foundation and corporate grants and individual gifts may have fewer or no restrictions on which
program costs may or may not be covered, which meansthese funding sources may offer greater flexibility.
Revenue from fundraising events is likely to be entirely unrestricted, meaningit can be used for any program costs.

Some restricted grants do not allow funds to be used for evaluation. In the case of AmeriCorps grants, evaluation is
anallowable cost, but due to restrictions on cost per MSY, it is not realistic to expectthat a high proportion of
evaluation costswill be included in the CNCS share unless other program costs can be shifted out ofthe CNCS share
of the budget and covered by other funding sources. Programs that rely heavily on restricted funds may have to
develop new strategies for raising funds to support evaluation, such as cultivating new sources of unrestricted funds,
or finding funders who will pay for pieces of the pie that are currently part of the CNCS share of costs so that more
evaluation costscan be included in the CNCS budget.

We used a small grantee budget (under $500,000) to constructthis example. Without evaluation costs, grantee
match rate was 34%. When evaluation costs were added to the budget, assuming CNCS share stayed the same,
grantee match rate roseto 48%. In order to cover evaluation costs, the grantee did the following: (1) Required sites
to contribute cash match, which wasnot in the original budget, (2) Increasedfoundation, corporate giving,
individual giving, and fundraising revenue. The program has unrestricted funds from fundraisers and individuals that
account for 7% of its budget. All of this revenue could be used to pay for evaluation. Assuming that some portion of
the program’s corporate or foundationgrants are unrestricted or allow evaluation costs, the program could use
these sources to cover therest of its evaluation costs.
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Paying for evaluation

* Use of funds can be restricted or unrestricted.
regardless of source

— Depends on funder stipulations

* You may find that you need mostly unrestricted
money for evaluation
— Examine the universe of [IIEISSitIIE!‘f'L"a'_-.-‘S to raise money for
your program

— From which sources can you most likely get unrestricted
money?

— Which other sources will provide restricted money for other
portions of your budget?
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-As we have just discussed, funders may stipulate that certain funds by used for only certain
purposes. The use of funds could be restricted or unrestricted regardless of the source, it just
depends on the stipulations of the funder (although state and federal funds are often
restricted.)

-If you can’t get allthe federal money you need to pay for your whole evaluation, then you are
going to have to generate additional revenue. As noted, there are three options for doing this:
1.Raise additional unrestricted revenue to cover evaluation costs.

2.Raise additional restricted revenue where evaluation is an allowable cost. (For instance, a
corporate or foundation grant specifically to cover evaluation costs.)

3.Shift other allowable costs out of your CNCS budget to other restricted grantsthat can
support these costs. For instance, you might be able to shift a portion of your personnel costs
to another state or federal grant, freeing up additional money in your CNCS share for
evaluation.

-Itis essential to think broadly and strategically about the universe of possible ways to raise
money for your program, what are the sources from which you can most likely get unrestricted
money if thatis what you need? And conversely, where canyou use restricted funds to pay for
other portions of your budget?

-Think creatively about combining funds over different funding streams or over funding years
or cycles. You might also consider pooling evaluation funds or set-asides from multiple funding
streamsto create a pot of evaluation money. This would be particularly advantageousif you
have multiple evaluation requirements from different funders.

16



Paying for evaluation across years

+ Evaluation activities often cost different amounts
throughout 3-year grant cycle

— BEx: Yr 1 = Planning; Yr 2 = Data Collection; Yr 3 =
Reporting and Analysis

- ¥r 1 — Smaller evaluation budget; Yr2 & 3 — Larger
evaluation budget

Year | Member Training Evaluation Total CNCS
CMCS Match CMCS Match
1 525,000 50 | 510,000 S0 535,000
525,000 S0 | 510,000 | 525,000 535,000

s0 520,000 [s35000] _ s0| 35,000

NAT
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-As we said earlier, evaluation is anallowable costat CNCS

-Furthermore, AmeriCorps grantees submita new budget every year and CNCS does allow grantee to
requestdifferentlevels each year.

-Itis true, though, that we do notexpecta program’s cost per MSY to increase fromyear to year. In
practice, that means thatif you were to askfor more evaluation money one year youwould have to ask
for less money for something el se.

- It's also truethat CNCS does not allow grantees to carryover money fromyearto year. Thisis where
thinking aboutthe whole pie—andwhat portions can get paid from CNCS vs. match funds—is

helpful. Maybeinyear1 of your grantyou need a lot of money for member training andjusta little for
evaluation. If youknowinyear2 thatyou will need a lot more money for evaluation, then you should be
thinking about additionalrevenue streams—either money to payfor the evaluation, or moneyto pay for
somethingelsein your budget -- so you can payfor evaluation with CNCS funds.

-So, for instance, inthe hypotheticalexample of this slide:

Year 1: Member Training $25,000 (CNCS share) Evaluation$10,000 (CNCS share)
Year 2: Member training $25,000 (CNCS) Evaluation$10,000 (CNCS) AND  Evaluation $25,000
(match)

This year| raised a bunch of matching funds for evaluation. (Orthis could also be unrestricted
fundraisingrevenue.)

Year 3: Member training $20,000 (match)  Evaluation$35,000 (CNCS)

This year| found a source of matchfunds that was willing to support member training, so | didn't have to
ask CNCS for training funds. Instead, | asked forthe full amount for evaluation.

The key hereis that grantees canhave some flexibility intheir budgeting —since you create and submit
annual budgets, you canincrease or decrease evaluation to some extentas you need. Itcan’tbe huge, of
course, sinceitistrueyou are constrained by the overall match, program structure, and what not. But
we wantto encourageyou to plan longer-term andfocus other fundraising efforts on the evaluation
needs. This isreally not muchdifferent than other organizational costs (like office space or personnel
costs) that fluctuate each year and that you have to figure out how to manage within the AmeriCorps
budget constraints. If you planahead, you can better builda plan and cultivate resources pro-actively to
meet your evaluation needs.
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Consider questions of:
» Who will conduct the evaluation?

- . considerwhat services are and are not
includedin their cost

— i consider costof time spenton evaluation relative to
programmatictasks

= What will it include and how will it be conducted?
= Wil it involve new data collection?

— If s0, atwhat time points and where?
= Who will manage it?

= How will the results be communicated?

WONS
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Facilitator notes: Now we’ll turn to some details about evaluation budget planning.

In determining whatresources are needed to conduct the evaluation, you should
consider,

“Who will conduct the evaluation?”, whetheritwill be an external evaluatoror a
member of the program staff. If it will be a member of the program staff, you should
anticipate the extrahours it will take to complete evaluation activities. Rememberthat
large grantees are required to use an external evaluator, while small grantees are not.

Some other considerationsin estimating resource needs are:

“What will the evaluationinclude?”

“How willitbe conducted?”

“Will the evaluationinvolve new datacollection?” If so, at what time points will data be
collected and where will the data collection take place?”

Even when an external evaluatoris hired, organizations must also invest stafftimein
managing an evaluation. Justas you would monitoryour program to ensure thatitis on
track and running smoothly, you want to have staff responsible for monitoring that your
evaluationis moving forward as planned. This may require regular meetings (e.g.,
weekly, monthly, quarterly) with the evaluatorto check in on the current status of the
evaluation, progress made, whetherthere have been any setbacks or challenges that
need attention, any resource needs, etc. Having program staffinvestedinthe
evaluation process ensures that an informed and well-planned evaluation will be
produced.
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Components of an evaluation budget

1. Evaluation staff and subcontractor
salary/benefits, consultant time

2. Travel (airfare, ground transportation, lodging,
incidental travel costs)

3. Other Direct Costs (e.g. communications
printing and postage, supplies/equipment)

4. Overhead Costs and Fees
5. Program Costs to Support Evaluation

AmeriCorps

There are 5 main components of an evaluation budget:

* Evaluation staff and sub-contractor or consultant time (or labor)

* Travel, which is often to sites for data collection or to meet with program staff

* Other direct costs (sometimesreferredto by the acronym ODCs), that are comprised
of itemslike printing and postage, communications, or other suppliesand
equipment

* Overhead costs and fees (operating expenses such as the cost of office space,
utilities, etc.)

* Program costs necessary to supportthe evaluation

We suggestthat you talk to an evaluatoras early as possible so that you can get
multiple quotesand get a bettersense from an expertabout what your evaluation

should cost.

We will describe each of these indetail in the followingslides.
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External evaluator time

« Evaluation staff salary/benefits and consultant time
Evaluation planning

Instrument selection, development, validation

IRB approval

Data collection, processing, analysis, reporting

Project administration

« Common cost drivers are data collection and analysis
— Fielding surveys and conducting interviews
— Analyzing large datasets and/or transcripts

* Don't underestimate time for planning and reporting

Y
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If you choose to use an external evaluator, amajor component of your evaluation
budgetwill be labor, or the cost of paying evaluation staff salary and benefits while
they conduct your evaluation. When estimating the cost of external evaluatortime, itis
helpful to estimate the time (# of hours) they’ll need to spend performingworkin
planningthe evaluation; selecting, developing, and/orvalidating your data collection
instrument; obtaining approval from an institutional Review Board (IRB) for research
involving human subjects; collecting data, and then processing, analyzing, and
reporting that data; and managing the overall project.

Some major cost drivers are typically data collection and analysis. Particularly if you are
fieldingsurveys orconducting interviews, you will likely need to budget for a large
number of hours to be spent collecting data. If you’ll need large datasets analyzed or
transcriptions made, these can also drive up costs because they are time-intensive.

Finally, don’t underestimate the time that will be spent planningthe evaluation and

reporting final results. Budgeting forthese adequately will ensure that you ultimately
receive a product that reflects your needs and desired uses.
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Calculating labor costs

Task by time by staff member

Total Days| Cost Per

Teamleader | Subject Expert Aunal yst Azsstamt Per Tk | Task (&
Daily Rate [$)
Tasks Days | Cost | Days | Cost | Days | Cost | Days | Cost
Planning 15 10 20 X0 E5
Preparation 14 pLE 20 30 =
Diata Collection 10 20 50 50 130
Bl yie 10 25 r.i] a0 B
Reporting 10 15 r.i] 10 55
Total Days Per Person &0 B 130 140 410

Here is a sample chart planningout the amount of time needed to complete various
evaluation tasks, listed down the rows. You can see that it’salso divided up by staff
membertype, listed across the columns. Note also that we’ve simplified the chart by
listing the time to complete each task by days, but be aware that some contractors or
consultants will offeran hourly rate instead. If you would rather use hours, which might
be more precise foryour needs, simply multiply the hourly rate you’re quoted by 8 to
get the cost per day, then multiply that by the number of days needed to complete a

task to getthe total cost per task.

You can estimate the number of days that a given staff memberwill spend working on
each task, then multiply that by the cost to getthe cost per staff member per task. If

AmeriCorps

you add those up, you'll get a total cost per task.

NATIONAL&T
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Calculating labor costs (continued)

Staff member by time by task

Data Total Days | Cost Per
Flanning |Preparation | Collection | Analysks | Reporting |Per Person |[Ferson (5]
Feople Dally Rate [} Daws | Cost | Daws | Cost | Daws | Dost | Daws | Cost | Daes | Dot
Taam Laadar 15 15 10 10 10 20
Subla ot Expart 10 10 20 il 15 20
Analyst 20 20 50 20 20 120
ssistant a0 30 53 33 10 143
Total Dares ParTask g5 75 120 25| 55 410
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This is another way to organize the same information presentedin the last slide to
calculate labor costs. Here, we have organized the chart by staff member down the
rows and evaluation tasks across the columns. Again, you can multiply the daily rate for
that staff member by the number of days required fora task to get the total cost per
task for each staff member. If you add across the columns, in otherwords across all the

evaluation tasks, you will arrive at the total cost per staff memberfor the entire project.

On both these slides, you can see that the time required for each task varies by staff
member. Some tasks can be performed by less-experienced, and therefore less
expensive staff members, while othertasks require more advanced expertise and must
be done by staff with higherlabor rates.
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How to estimate labor rates

« An example of labor rates for private firms
(loaded govt. rate) and university consulting
Labor Rate:
Labor Rate: University-based
Labor Rate per Hr. Consulting Firm Consulting
IProject Manager 3204.14] 3111.53
[Executive/Key Principal 3240 .95 3182185
ISenicr Research/Principal or
ITechnical Staff 5187.47] 59950
Iid Lewvel
[Fesearch/Analyst Technical 5102.57] 5100.54
IMid-level Program Manegement 5125.73 A
ISubject Matter Experts 3209 43 3187 25-5243 44
|Learning consultant 5118.98 576.13
IManagement Consultant 5156.03 5156.03
=L 0 E‘tﬂﬁ 534'41 54{'2

e —" Lo,
MATIOMALGE e
COMMLINITY -'-@'

AmeriCorps

This table shows sample labor rates charged by private consulting firmsand university
based consultingservices. Please note that the rates forthe private consulting firm
reflect estimates forgovernmental clients only. The rates for other entities may be
slightly higheror lower; the government often negotiates these prices on behalf of all
federal entities.

It is worth mentioning that oftentimes, a university will offerala carte consulting
servicesin a given subject matter area, such as education, or in technical areas like
statistics. Those ratesare usually not available publicly. But, forexample, some publicly
available rates for statistical consulting services at the lllinois Statistics Office, based at
the University of lllinois- Urbana Champaign, are $50/hr. fora Ph.D. student consultant
and $150/hr. for a manager or director consultant.
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+ Travel to and from:

— Client site
— Program site for stakeholder meetings and planning
— Program site(s) for site visits, data collection, etc.

« Travel line item should include:
— Airfare or train tickets, car mileage
— Ground transportation
— Lodging and meals
— Incidental travel costs

AmeriCorps

Nextwe turn to travel costs. Often, an evaluation will require travel for evaluation staff

to program sites to collect data or to your organization’s headquarters for meetings. In

your budget, you shouldinclude a line item for travel that includes the following cost

components:

* Transportation: thisincludes airfare, train tickets, and/or private car mileage

* Ground transportation: including busfare, taxi charges, rental car feesand mileage
or private car mileage if travelinglocally

* Lodging and meals: thisincludesany lodging and meal costs that evaluation staff will
incur during travel. Thisis often coveredin a “per diem” cost or allowance that staff
can spend at theirdiscretion.

* Incidentals:this could include small, unforseen expenses, thatare incurred during
travel.
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Other direct costs

* Communications
— Conference call lines, WebEx, etc.

» Printing and postage
— Mailing surveys
— Printing consent forms

+ Supplies and equipment
— Online survey platform; survey incentives
— Voice recorders and transcription services
— Renting meeting spaces
— Purchasing datasets, databases, survey tools, efc.

AmeriCorps

Other direct costs, knownas “ODCs” are a cost category that cover expenses for
suppliesand equipment, communication, and materials directly related to your
evaluation project that are not labor or travel.

ODCs typically include communications equipment, such as phone lines for conference
calls; printing and postage, particularly if you’ll be mailing surveys or printing consent
forms; and suppliesand equipment.

Note that inthis category are potentially high cost items like purchasing survey
instruments or data collection platforms, and purchasing datasets.
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Overhead costs and fees

+ Overhead costs for large evaluation firms are
often built into “loaded” labor rates

- University staff may account for overhead
differently

+ Fees will depend on contract type
— Cost plus fixed fee
— Firm fixed price
— Time and materials

AmeriCorps

-Overhead costs (operating costs such as office space and utilities) forlarge evaluation
firms are often builtintotheir “loaded” labor rates, but be aware that university staff or
private consultants may account for overhead differently.

-Feescharged forevaluation will depend on the type of contract: for federal agencies
like CNCS, we typicallyissue contracts that are eithercost plus fixed fee, firm fixed
price, or time and materials. We won’t get into the details here exceptto make the
pointthat contract types for evaluation services dovary.
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Program costs to support evaluation

- Staff time to meet regularly with evaluator;
quality control and monitoring

« Staff time for facilitating connections between
evaluator and program/site staff

+ Resources for additional policy briefs, website
summaries, travel to conferences, eftc.

- Data systems

NATIONALST

COMMUNITY
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Importantly, you should account for the fact that there may be significantinvestments
of program staff time (spenton activities like quality control and monitoring) that raise
the overall cost of the evaluation. This may not appear on a spreadsheetof direct
costs, but this will come up, especiallyif you seek lower cost options.

Considerthe following costs that you willincurinthe course of an evaluation:

Staff time to meet with the evaluator:

Staff time facilitating connections between the evaluatorand program/site staff
Time spent producing resources for derivative products

Staff time and resources for quality control of evaluator products and monitoring of
activities: whenyou hire an evaluator, you have paidfor a service, and should expect
to do appropriate quality control checks and monitoring of activitiesto ensure you
are gettingwhat you want and what you’ve paid for. There are real costs; monitoring
work up front will prevent costly mistakes and ultimately helps avoid receivinga sub-
par product.

And finally, building data systems. Thisis a wise investment that will pay for itself
many times over, but it will incur up-front costs that you need to account for.
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Example evaluation budget
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Here we present an example evaluation budget for illustrative purposes only.

The hypothetical programis a ten site AmeriCorps program within one city that places
members in credit unions and local financial institutions to provide financial counseling to low-
income individuals and young people. Members also assist with financial seminars and
informational fairs, and they recruit experienced financial professionals to serve as volunteers
in a credit counseling program

The evaluation’stwo main research question ask: First, are low income individuals that
participate in member-led financial counseling through this program able to better manage
their personal finances? And second, is 1:1 financial counseling a successful wayto serve low
income clients? [In other words, does this particular component of this program work well as
compared to other methods?]

This is a sample budget for a three year, quasi-experimental design evaluation witha
statistically matched comparison group

The organization developed their own data collection instrument and evaluation plan, but both
need validation from anevaluation consultant.

The evaluation will be externally conducted, using a comparison group.

We encourage you to think about evaluation budgeting on a multi-year timeframe. For
example, the first year may be focused on evaluation planning and securing an external
evaluator. The second year may be focused on data collection, and the third year may be
focused on analysis and reporting. As we noted earlier, it is not uncommon for evaluation costs
to vary across years as the evaluation’sactivitiesand tasks vary.
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Creating an internal evaluation budget

« Same general cost categories

- Consider additional staff time/resources for
— New or augmented data collection
— Travel outside of normal program operations
— Additional analysis
— Reporting and communication
— Consultants

NATIONALSY -
COMMUNITY -'-@

AmeriCorps

-Remember, not all programs are goingto use an external evaluator. If you are an
AmeriCorps program that receiveslessthan $500K a year, you may choose to instead
conduct an internal evaluation.

-In this case, the components of an internal evaluation budgetare not very different
from an external evaluation budget. In addition to time spent managing the evaluation
and providing quality control mentioned earlier, you will need to considerthe
additional staff time and resources needed to conduct new data collection or enhance
current data collection efforts; travel that goes beyond the scope of normal program
operations; additional analysis that will need to be conducted; time needed to develop
reports, derivative products, and any pieces of communication you desire; and time to
manage consulting staff. These costs will need to be coveredin some fashion;you
should not expect program staff to cover these costs in theirfree time or in additionto
theirnormal workloads. It may require thinking creatively about the number of staff
used on a project. Consideralso that you may be able to utilize site staff, AmeriCorps
members, interns, or volunteers to help conduct certain portions of the evaluation.
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Other budgeting tips

« Create a high and a low estimate
« Refer to evaluations of similar size and scope
« Consult with procurement or budgeting experts

« Talk to staff working in the locations where data
collection will occur

+ Assess the budget with the stakeholders who have been
engaged in evaluation planning

* Plan for contingencies and adjust as needed

AmeriCorps

-We will close with a few additional tips that may help you to design adequate
evaluation budgets.

-First, it can be helpful to create two versions of your budget, a highand a low
estimate, knowingthat true costs will likely fall somewhere in the middle.

-Second, it can be helpful to talk to colleaguesand partners about what they spent for
evaluations of similarsize and scope.

-In thisvein, consult with budgeting experts or staff members familiar with contracting
or procurement processes. They often possess a wealth of knowledge about typical
costs and ways to maximize resources.

-You should always talk to staff working in the locations where data collection will occur
so that you can betterdetermine what systems are in place, which new ones will need
to be created, and how data can be collected most efficiently and effectively.

-You should discuss your budget with other stakeholders who have beeninvolvedinthe
evaluation planning process to make sure that yourassumptions are reasonable and
that everyoneison the same page about what the evaluationis designed todeliver.
-And finally, as inall things, it is wise to plan for contingencies and be prepared to
adjust your evaluation budgetalongthe way as needed.

30



Challenges with evaluation “on the cheap”

Lack of continuity

— Ex: Student groups

Lack of appropriate expertise

— Internal staff who do not have evaluation training
Under-powered study

— Sample is so small that you will never detect any
difference in outcomes due to your program

Poor communication
— Technical jargon that you can't interpret or use

Too many unanswered questions
— Poor design did not shed light on research questions

WONS

COMMLUNMITY
AmeriCorps SERWVICLE swewm

Overall, quality control and monitoring become much more important when using cost cutting
options. This canraise the burden on program staff, which may not be fully reflectedin the
budget (but still has costs that affect the organization’s bottom line).

Specific challenges you might face with lower cost evaluation options include:

Lack of continuity: using an option like a student group may meanyou need to transition the
project between a number of different evaluators. Each transition point is a chanceto lose
continuity and context of the work that has been conducted.

Lack of appropriate expertise to conduct the evaluation you’ve designed: internal staff or
less experienced evaluators may not have the training, experience, or expertise you need to
properly execute your study, which can affect the quality of your results.

Under-powered study: frequently, evaluations sacrifice statistical power, which comes from
having an appropriatelylarge sample size, in order to lower costs. Smaller sample sizes
mean less data to collect and less follow up work to be done. But an under-powered study
that uses too small a sample size frequently does not produce the useful information you
need to answer your research question. It can even fail to detect an effect that is actually
happening! Inother words, even if your program is achieving the outcomes you want to
achieve, if your sample size is too small you may not be able to see this in the data.

Poor communication: you may end up with a research product that is obscure, difficult to
interpret, and impossible to use or disseminate. Translating evaluation work into something
understandable for stakeholders is critical, but may not be made available in a cheap
evaluation.

Too many unanswered questions: inexpensive workarounds can ultimatelylead to
unanswered or partially answered research questions. Depending on the kind of the
research question you’ve asked, an evaluation on the cheap may simply not produce the
depth or breadth of information you desire.
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« Utllize existing program data and administrative data

« Build data collection into routine program operations
« Develop internal staff capacity for evaluation work
+ Engage pro bono experts

« Build a long-term research agenda so that each
evaluation builds upon previous work

* Consider replicating an evidence-based program

R R vy
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-As we mentioned earlier in the presentation, one important theme is that evaluation costs are
largely driven by data sources and the technical expertise required for analysis. If you can
answer most of your research questions with program data (perhaps extended toa comparison
group) or with existing administrative data, and with relatively simple analyses, then you can
lower your costs significantly.

-Develop internal staff capacity to do evaluation work. This will both increase staff buy-in for
evaluation and will make staff better preparedto work with an external evaluator, better
versed in proposal development, quality control, managing the process, and what to expect.

-Furthermore, don’t hesitate to try to engage probono experts in your evaluation efforts. Many
local colleges, universities, and cooperative extension offices have experts trainedin evaluation
who may jump at the opportunity to use their skills to help. Social science departmentsor
public policy schools are great placesto start; if they can’t help, they can likely direct you to
someone on campus who can.

-Finally, one additional low-cost strategyfor evaluation is to focus your efforts on replicating an
evidence-based model with fidelity. Hopefully you’ve seen the guidance we recently released
on approvals for alternative evaluation approaches. We will approve analternative evaluation
approach for organizationsthat are replicating an evidence-based model with fidelity, as long
as you do an implementation evaluation. This can be a strategyfor small and large programs —
not only do you not need to invest in a new impact evaluation, but you may discover a great
way to serve your local community even more effectively.
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Using existing data

» Utilize program data

— Data you already collect for performance measures
— Data you already collect for other funders

« Utilize administrative data
— Student test scores, attendance records
— Census data, unemployment insurance claims

* Build data collection into routine program operations

— Collect data from beneficiaries, AmeriCorps members, and
staff on a regular schedule

— Use that data to inform decision-making and for
continuous improvement

AmeriCorps

-Again, we want to emphasize the importance of using program data that you are
already collecting for your evaluation. This could be data you are collecting for
performance measures or for other funders.

-Similarly, be creative in exploring how you might use administrative datasuch as
studenttest scores, attendance records, census data, or unemploymentinsurance
claims. This isa rapidly growingfield, and we encourage you to stay tuned for more
guidance on best practices.

-And finally, try to build data collectioninto routine program operations from the start
rather than viewingitas a one-time exercise foraspecificevaluation only. Collecting
data regularly will pay dividends foryearsto come, forboth performance measurement
and evaluation and forcontinuous program improvement. Beinga true learning
organization means regularly collecting data and using it to inform decisionmaking.
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Example: Allocating funds for evaluation

!

« Program has raised funds from CNCS ($500K), state
grant ($100K, up to 5% for evaluation), unrestricted
foundation grant ($150K), restricted corporate giving
($100K), and organizational match ($150K, currently used
for personnel salary).

« Evaluation will cost $200,000 — where should the money
come from?

= 55K can come from the state grant
= 3150K can come from the foundation grant
= That leaves $45K to come from CHNCS
« Where could you shift other costs out of the CNCS share?

« Could you shift salary costs?

COMMUNITY
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-Program has raised funds from CNCS, a state grant, an unrestricted foundationgrant, a restricted
corporate giving grant, and organizationalmatch.

Partl

-Evaluation will cost $200,000 —where shouldthe money come from?

-First, where can’t we used money for evaluation? We cannot use money for evaluationfrom the
restricted corporate giving, and currently the organizational matchis being used for personnel costs.
-Therefore we should use up to 5% of the state grant, whichis $5,000, plus all $150,000 of the
unrestricted foundationgrant, leaving $45,000 of the eval uation cost to come from CNCS.

-Also seek outin-kind resources from community partners, community colleges, etc.

Partll

-$45,000is about 10% of the total CNCS share, which is very reasonable. Butwhatif thiswasmorethan
you had currently budgeted for evaluation and youneeded to shift some other costs out of the CNCS
shareand into the other revenue sources. What costs could youshift el sewhere? How wouldyou decide
what costs to shift?

-Answer: Depends a bit on whether the unrestricted grants have restrictions on costitems otherthan
evaluation. Ingeneral, thinkabout what budgetitems are mostappealing to other funders. In general,
you would have to move as much as possible to the stategrantand therestricted corporate giving,
provided thereare no other restrictions.

Part Il

-What would you do if you found that you couldn’t shift all the necessary costs to the state
grant and the corporate giving due to other restrictions on these grants?

-Answer: You could see if the organization would allow you to shift salary costs to the state
and/or restricted corporate instead and free up that money. Otherwise, you might have to
seek out additional unrestricted funding.
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Resources on budgeting for evaluation

« 5Social Innovation Fund Budgeting Guide:
hitpflwww.nationalservice gov/build-your-
capacity/grants/funding-opportunities/2014/social-
innovationfund-grants-fy-2014/financial-management-
system-requirements

« U Michigan Evaluation Budgeting Checklist:
hitpflwww. wmich.edu/evalctr/archive checklists/evaluati
onbudgets. pdf

« Pell Institute Evaluation Toolkit:
http://toolkit_pellinstitute org/evaluation-quide/plan-
budget/develop-a-budget/

» BetterkEvaluation: http//betterevaluation.org/evaluation-
options/calculate evaluation costs
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We’ll end with a few more resourcesthat may helpyou as you designand build an
evaluation budget.
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AmeriCorps Evaluation Resources

https:/'www.nationalserviceresources.gov/evaluation-
americorps

AmeriCorps
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Questions?

CNCS Template 2013
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